DOCUMENT RESUME 



ED 268 300 



CE 044 145 



PUB TYPE 



EDRS PRICE 
DESCRIPTORS 



AUTHOR Langone, Christine A. 

TITLE Inplementing Educational Ch:nge: A Qualitative Study 

o£ a Parenting Education Prcgram. 
PUB DATE Nov 84 

NOTE 19p.; Paper presented at the Annual Meeting o£ the 

American Anthropological Association/Council on 
Anthropology and Education (Denver, CO, November 
14-18, 1984). Document contains some blu^^red type. 
Reports - Research/Technical (143) — 
Speeches/Conference Papers (150) 

MFOl/PCOl Plus Postage. 

Advisory Committees; ^Change Strategies; Decision 
Making; *Ec»ucational Change; *Educational Innovation; 
Ethnograph *Home Economics; Influences; Inservice 
Teacher Education; Naturalistic Observation; 
Organizational Change; ^Organizational Climfite; 
^Parenthood Education; Resources; School Coimiunity 
Relationship; School Organization; Secondary 
Education; Teacher Attitudes; Teacher 
Characteristics; Teacher Role; Teacher Workshops 

ABSTRACT 

A study examined the organizational factors 
inhibiting and facilitating implementation of an innovation in an 
educational setting. The innovative program selected as ^he subject 
of this ethnographic study was Georgia's parenting education program. 
Data were collected from field interviews of teachers, observations 
of parenting education classes, and analyses of various documents 
used in planning and implementing the parenthood education programs. 
The following e t,ht education factors were found to influence the 
implementation ^f the innovations to which the parenthood education 
teachers were introduced in an inservice workshop: school structure, 
decision-making power, advisory commit cees, roJe of the workshop, 
resources, teacher commitment, and demands on teachers. Tha 
interaction of the innovation and the school setting resulted in an 
alteration of both. As individual teachers attempted to implement the 
parenting class, they tested and sometimes modified existing policies 
and procedures; conversely, as the teachers experimented with ways of 
fitting the program into the existing school structure, tht 
innovation itself was adapted to meet local needs. (MN) 
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This paper describes an ethnographic analysis of the ioaplementiation of an 
educational innovat:ion(Langone, 1984). The focus ol tae study was cm organiza-- 
tional factors which have the potential to inhibit "Z^ facilitate desired change. 
Because the implementation stage of an innovation is the key to success or 
failure, kr.owledge of what constitutes successful implemeatatioa can. belp school 
personnel provide effective staff development which is the necessai7wlink 
h^tween the concept of the innovation and its application in the classroca, and 
to evaluate the success of inplemencation efforts. 

BACKCROUND AND CONCEPTUAL FRA:27'?0RK 

FducatorF are p.ware of constant pressures to bring aboaC change, in schools. 
In curricula, in personnel performance, and in standards. Aat society^ technology, 
and the economy chan[,e, educators at all levels must look for new ways to meet 
these changing needs in order to maintain the relevant-e and responsiveness of 
American schools. Change, the^afore, is inevitable and ofteti desirable, but the 
effects or the change process can be drastically different def-ending on whether 
the change was planned or merely a reaction to internal and exterxaaL pressures. 
Effective planned change requires deliberate decision mak-fng an.d imple«enta.tion 
strategies rather than the haphazard acceptance of faddish projects and ideas. 

Effective strategies for directing change efforts refpiixe knowledge of the 
school as an organization with many interrelated parts. The change process 
involves the reorganization of groups, the reaction of Individual and gtoup 
behavior patterns, and an alteration of values (Klein, 1976>. Educators can benaflt 
from the application of systenis analysis and organizational development to observe, 
diagnose- and intervene in the "complex web of interdependence which w.st be 
accounted for in the process of change" (Bennis,. Benne, Chin, & Corey. 1976,p.87). 
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Because of the unique nature of ec.rh school system (]^\Idridge & DeaV^ 1975) 
and a disregard for the organizational setting in which innovsatioa takes 
place, few curriculum innovations reach the classroom (Goldac^ein^ 1980)* A barrier 
exists between the theoretical knowledge and development of the innovatioa and 
the ability to implement it. In order for planned change ti^ Itake place, a link 
is needed between the acquisition of knowledge and application of that knwledge 
to the classroom. 

The study of how change takes place, and whether, in-'Fact, it does» ftas 
been of concer i to educators and researchers. Although consiAerablfe research 
on innovation has taken place, studies which focus on irapl^aemtatioa a» a 
critical phcae have been rare. Implementation is not just am -extensioa of 
planning and adoption, but a phenomenon in its own right affected by the fiai-ty 
activities of organizational neabers (Fullan & Pomfret, 1977). Because innovations 
are particularly susceptible to failure at the impletaentatiom stage CSussKum, 1977) 
greater knowledge through research focusea on implementation is needed - 

In most experimental and evaluation studies, the presets of an innwration 
is caken more on faith than on the basis of systematic docuawmtatton CHall & 
Loucks, 1977) . Neither the purchase of materials nor exposu« to aew ider* 
and techniques guarantee that teachers will adopt them as part of their class-- 
room routine CHentschel. 1977). Change is reflected only wTk«i a new patteru of 
events is repeated systematicallyaptil it is maintained or institutionalized _ 
CBerman & McLaughlin. 1978; Hall. 197A; Hanson, 1979; McKiiAey. 1982). 
Therefore, research and evaluation must determine if change has Caken place 
and to what degree the innovation has been implemented O^ll^ams, 3976a). 

The purpose of this study was to investigate the process of implementation 
of an innovation in an educational setting. The specific research questions 
were: 1) What is the degree of implementation of an innovation introduced »ia 
^ -n inservice workshop? and 2) l^at are the significant facturs that faciUtate 
£SI£ r inhibit implementation of an innovation? ^ 
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The conceptual framework used to formulate these questions Is based on 
these constructs: 

1) schools are social systems with discrete components functioning ?•& 
a unified whole^ 

2) the process of planned educational change affects nit eomponeats of 
the system, 

3) planned change is a process which occurs gradually over tim& based 
day-to-day decisions aad problems, and 

4) research on planned change must Investigate all facets of the scbool 
organizational system in order to answer questions aibout change*. 

METHODOLOGY 

Because of this conceptual framework, a research methodology vas re<gaired 
which would provide a holistic view of the school system^ alXow the researcher 
to observe individuals in their natural setting, permit the researcher to stixdy 
the process of change as it ecerged over time, and enable tftic researcher to 
observe and interpret the interactions of the individuals im the system, during 
the change process. 

Qualitative methods, such as observation, interview^, documeat analysis 
and physical trace provide the means to investigate questioo« of Innovatioa and 
change in this manner. Because implementation is character^ed by a process 
of adaptation to local needs, conditions, and interests, th« methods to 
study Implementation must be open-ended, discovery-orienteif, and capable of 
describing developmental process and program change C Pattern, 1980). Qualitative 
methods lend themselves to a holistic analysis of process, wkot just outcoises 
CCook & Reichardt, 1979). This can be accomplished, in part:, by keeping track 
of key events, shifts in purpose, organizational constraints, and external 
Q vents. An exposition of crucial events and decision points that are part of 
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educational change is best carried out using observational istrategiej^ (Gu5a, 1965). 
For this reason, ethnogriphic research strategies have recently become advocated 



& Goetz, 1982:^. 

Data Collection Methods 

Data were collected from ri variety of sources using several i7:iturali3tic 
loethods in an attempt to fully understand the iraplemeatation. process. ^Because 
each research mechod reveals different .aspects of eroptrical reality (penzin, 1975a) 
a combination of methods, or triangulation was used,. TriangolaCiDn is- the 
use of a combination of approaches to study the same phenomcnop or progras C^atton, 
1980). By tapping multiple perspectives, the researcher ia able ta arrive at 
supporting conclusions via different data sources* enhancing the validity 

of the study (Cook & Reichardt, 1979). Two types of trianguXation were used in 
this study:* Data triangulation and trian^lation of data collection laethods 
(Denzin, 1978). Data triangulation is the use of many sources of da^ wh^eas 
triangulation. of methods employs different means of generatisiK data from the 
same sourca. Denzin's rationale for the use of several methods is that the flaxirs 
of one mthod are often the strengths of another; therefore,. fDrxaugoXation is an 
attempt to overcome the unique deficiencies of each» 

The primary data collection method was interviews whicii^allow the 
researcher to develop insight on how subjects interpret thedbr wdrld (Bogdan & 
Biklen, 1982). A focused interview (Merton, Fiske, & KendalX> 1956; Sellitz, 
Wrightsman, & Cook, 1976) technique was used in order to hav^ interviewees 
cover specific aspectc of their program or experience and to obtain similar 
information from each respondent. A checklist of topics to lie covered was 
used rather than a rigid interview format to allow each persorn to tell their 
story in their own way and to provide opportunity for additional topics to 



as a method of collecting data on the process of program implemeatation (LeCouipte 




9^3 raised. 
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Interview data was supplemented by observations in parenting classics 
and during the 1983 Parenting Workshop. Observation data elicitLxI infomuitioa 
about how teachers related to students, the use of materials;, the content of 
lessons, and the characteristics of the student population b«=^ing served^ In 
addition, program documents provided information about program activities anu. 
and processes that could not be observed- Document: analysis also stimulated 
Ideas for focusing observations and interviews (Pattou> 1980>« Documrats analyzed 
for this study included grant proposals, inservlce workshop plans, pre/poattest 
scores of participants subject knowledge, teachers*" curricula and lesson plans, 
follow-up evaluations and a qi stionnaire developed for the study. Analysis 
of these documents provided perspective of the innovation process front Its 
initial stages to the present level of implementation. 

Physical trace analysis supplied information about thtr materials puxrchased 
and in use during program implenientation- 

Role 0 1 the researcher . The research design used to comduct this study 
included triangulation of data sources and collection methodac. Field strategies 
including interview, observation, document analysis and physical trace 
analysis were combined in an effort to understand the proce« of 
change and innovation from the point of view of those in the school systems, 
especially teachers. The researcher was responsible for conducting all aspects 
of data collection and analysis. Various methods of data c«illectioa required 
different researcher roles. 

The main role assumed by the researcher can loosely fce described as that 
of participant observer • Participant observation Ls usually characterized by 
intense social interaction w.th the subjects under study andl a sharing in the 
everyday life of subjects (Bogdan, 1972). Due to the nature of the innovation 
studied, prolonged periods of fieldwork in a particular school would not elicit 
Q the quantity or type of data required to answer the researcfc questions posed, 
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therefore, multiple sites were visited. However, certaia characteristics of 
participant observation were crucial r.o this stfdy. 

A participant observer differs from an ordinary memfaeir of a group or a 
casual observer because the participant observer l)systemat"^ 'lally organizes 
information about the situation according to some conceptuaiJL fi^Laoework, 2) records 
aspects of the situation in detail, 3) separates from the group periodically to 
analyze Information gained, and 4) routinely checks ohi^fsrvations to gjoard against; 
personal bias (Dobbert, 1982). The participant observer also makes use of hisAier 
own reactions and impressions during the research process O^enzin^ 1978a) » 
Participant observation enables the researcher to link subjccta' staHemeuts 
with actions and to note discrepancies in what teachers sa^r smd do*. These 
qualities were certainly of interest and applicable to this^ attudy* 

Selv?ction of an Innovative Program 

The Parenting Education program was selected as the vdli^cle for studying 
educational change. Thi'^ was a curriculum project being impdUsmented in Georgia 
home economics classes at selected sites basctd on the receipt: of gr^nt money 
and inservice training made available through the State Department of Education 
and the University of Georgia College of Education. 

TTiis particular innovation was selected for several reassons- First> this 
curriculum project was typical of new programs in which bomit economics teachers 
are involved in order to adapt curriculum to meet changes iia families and society. 
Second, due to the fact that grants were awarded over a spaia of several years» 
the opportunity existed to study the varying levels of iiitplwientation over time. 
This study included grantees from 1981-82, 1982-83, and 1983-84. One group of 
teachers was studied as they adopted the innovation, attended the inservice work- 
shop, and began implementation. The other two groups have l*ad one to two year« to 
implement the program. A third reason for selecting this program was the consistency 
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with which the inservice workshop had been taught. A faculty member frow. 
the Home Economics Education department has actad as coordinator for the workshop 
following a similar fonnat and time schedule each year. Finally, due to the 
researchers involvement in the 1981--82 workshop as a graduate assistant, access 
to dar ^ sources was a realistic goal. A background knowle(t:£c of the program and 
Its participants was also the basis for foi*muXatlon of the research quesfioos and 
selection of methodology. 

Sampling and Data Analysis ^ 

Due to the fact that each of the teachers Involved ia the Parenting Idua^ 

ation program was in a separate school and tha schools spread throughoot the 

state, the time and money to. interview and observe each teacber would be 

prohibitive. For this reason, an appropriate san^le of teachers selected to 

yield the greatest amount of information useful for .the purposes of the study 

(Dobbert, 1982) was feasible and necessary. 

The term "sampling" when used in qifalitative studies r^er» to the 

following of a set of rules that places the observer In a situation to record 

or elicit a set of behaviors that are presumed to have some degree of relevance 

for a specific concept, hypothesis, or theory (Denzin, 1978a^ p» 77) * Theoretical 

sampling (Glaser & Strauss, 1967) is the "process of data collectloii for generating 

theory wher€:by the analyst jointly collects, codes and analyxes data and decides 

what data to collect next and where to find them, in order to develop his theory 

as it emerges" Cp. ^5) . Sampling in this manner is a developaiental process 

(LeCompte & Goetz, 1982) and is done in stages as fieldworfc progresses. lew 

cases ate selected throughout the study to generate new lines of Inquiry^ refine 

the developing constructs and expand or limit the scope of the stu*Jy. 

To begin the interview schedule for this study, criterion-4>ased selection 

(LeCompte & Goetz, 198^ was used. This method involved identifying attributes 

s 

of representative cases. Teachers were sought in different locations thtwghtout 
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the state, with varying numbers of years of teaching experience^ of different 
race, and from each of Che r.hree years that the workshop was offered. Cectaia 
uniques situations were knox>'n to exist and these were also considered during the 
selection process. 

Data analysis served two purposes. Virst, as data verc collected,, con.- 
current analysis was necessary to guide sampl' selection and further daCx 
collection strategies. Second, final analysis was required to iaterpret and 
explain the wealth of descriptive data* 

Data were analyzed using a combination of analytic induction and constant 
comparison. Analytic indnction was used mainly for construrtive pjrposes 
CGoetz & LeCompte, 1981) and involves continuous movoment fcfttween eaexglns 
concepts and empirical obser^'Etions (Denzin, 1978a)- This process is done in a 
cyclical manner until the hypotheses or theory is refined iji«c its final fora. 

The constant conpari-^on aethod (Closer & Strauss, 196J1 is a means c£ 
generating categories, properties, conditions, and conseque«:€S by conparing 
each incident in such classifications, then integrating thesae categories to 
result in theory. As with analytic induction, constant campa«^soa Is done 
sJ"iultaneously with data collection and, in this study, alo^ with sampling. 



FINDINGS • 

The first research question directing this study was= What is tbe degree 
of implementation of an innvoation introduced via an inservrice workshop? 
The degree of implementation has been defined as the extent Co which teachers 
show evidence of new behaviors and perform new tasks indicated by the objectives 
of the inservice workshop. Through an analysis of Georgia's Parenting Education 
program, levels of implementation were, observed at varying stages during 
implementation. Teachers who were in taeir first, second exr third year of 
^0?/- Implementation had different tasks, concerns and challenges to face. 

10 
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describing the degree of implementation which occurred in individual 
prosrams, certain aspects of the parenting programs were identifiedt 1) gcals 
and objectives of the parenting workshop; 2) indicators of implementatioa; 3) extent 
of change required of teacher or school ^ 4) when change takea place; 5) consisCent 
aspects of programs, and 6) variation in programs* 

The final analysis of data resulted in the delineatioa of eight factors 
which affected the process of implementation* Each factor had the potential 
to either inhibit or facilitate Implementation depending on t;he sltvatlon In the 
loral school and upon the individual teacher's ability to woork within the 
particular organizationcl structure. The various factors also appeared to Interact 
with certain other factors. The combined eftect of this Interaction xras seen 
as an overall factor in implenentation. The following factc:» have been 
identified and defined: 

School structure- the organizational patterns which re^alre teachers to 

V 

act in a prescribed manner or follow a set of guidelines » The existing 
structure forms boundaries within which teachers must vorfc, and over 
which teachers ahve no direct control. School procedures such as 
scheduling students, purchasing , and curriculum developraent affected 
the teachers. 

Decision-making powe r- who mad3 the decisions concerraLn^ specific aspects 
of the parenting program or how much approval each teacher was required 
to obtain from some other member of the school organiratiop^ Decison-maklng 
power ranged from complete control within the confines of the sc^ /ol 
structure to little power to make decisions without approval,. Other 
than the teacher, potential decision makers were the swperintendent, 
vocational director, principal, currriculum director, guidance counselor, 
advisory committee and parents. Decisions included applying for the 
O grant, selection of materials, writing of curriculum* 

ERIC 
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Support - eictent to which personnel in the school or conimunit/ advocate or 
promote the parenting program. The sources of support or lack of SHppcrt 
included school personnel such as the prrnaipal, superinteadeat^ vocational 
director, teachers, guidance counselor, teachers, and students. CoM&unxty 
sources of Support included paients, the school board and business people. 
The degree of support ranged from active approval and prnnotlon of the 
class to active resistance. Teachers used a variety of strategies to 
actively gain support for their program. 

Advisory commit tee^ * people from the community and/or school wfao^ due to 
their position or expertise, could provide support for and Input Into the 
parenting program. This was required by the grant. Typical people 
selected included principal, counselor, parent*^, doctor/nurse/healtb 
department official, minister, vocational director, health or science 
teacher and case worker from the Department of Family and Chlldrens 
Services. The advisory committee acted as a forum for presenting the 
concepts of the program anc asking for feedback. Other functions were 
to preview materials, act as contact between school and commualty,. encourage 
student enrollment, and public relations. 

Role of the workshop- how the teachers perceived the workshop which was 

intended to prepare teachers for their new role as parenting teachers. 

Resources- sources of information, expertise or materials available r:o 

ft 

the teacher, whether or not the teacher makes use of them. The availability 
of resources in the community could potentially help or hinder the teacher 
in providing activities and experien' iS for students. Resources included 
grant money, school budgets, school media center^ transportation^ clnss-^ 
room support services, community services such as health center. Jay 
care, hospitals or extension service, educational materials and equipment* 
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Teacher comm i tment - r.he way the teacher interacts wicl» other components 
of the school system, personality factors and asscrtiveness* 
Demands on nt :her- the PMOunt of work required to impleiaent the 
program and the time and energy required outside of pcHrentlng activities* 
This might include such things as class siise, nuriber of other classes 
taught, amount of change required by the teacher 
Th2 Implemen nation Model 

During data analysis, as categories were being revised smd t^ctors 
affecting implementation more clearly defined, the reiationsfclp between 
various factors became evident. Each time a category was defined and delialted^ 
a record was kept of all other factors which affected that peattlcxtlax category 
or upon which that category had an influence, '^sing. a schematic diagram label- 
ling each factor, arrows were drawn between each factor showivs the dirtctioa of 
influence or input (See Figure 1) . The arrows do not deplctt vhether the 
relationship h^lps hinders the other factors. Either sIt»atioa might b.^ the 
case depending on the local organizational context* Nei;:her *> the axrov&b 
indicc:te a causal relationship. One faccor may not neccssaxrDLy cause the 
other CO exist or happen, but one may influence the concLLtlcBBR In vhich 
another exirts. For example, teacher commitment does not nascessarlly caose 
comaunity or school support for the program; however, a high level of lODarit- 

ment exhibited by the teacher may influence the level of support for the 

*■ 

program. 

The boundary surrounding the illustration of factor interactions represents 
the school's organizational structure which is made of the wrioos factors* 
The results of this study have attempted to show how this ors^anizationaL structure 
affects the degree of implementation. This relationship is indicated in the 
tnodex by the large arrow v:>iich represents input irtothe degree of implementation. 
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DISCUSSION 

An analysis of Georgia's Parenting Education program indtcated th^^t most 
teachers successfully implemented the parenting cla.ss in their schools^ However, 
even when the program was fully impieniented and had hecome a routxne part of 
the achool structure, it is still subject to review due to rtie scliool^s 
responsiveness to changing student needs • 

The interaction of the innovation with the school setting resulted ia the 
alteration of brjth. As each teacher attempted to implement the pareatlng dasa, 
she tested existing policy and procedures, and in some cases, tbesft verc changed 
to accommodate the behaviors required by the parentixig p«-ogram- In a similar 
fashion, as the teacher experimented with ways to fit the p«:'>*gram Into the 
existing school structure, the innovation itself was adapte* to meet local needs. 

Because a single innovation was studied, resulting coBclusions are not 
tested generalizations about all educational innovation; however, the ccmton 

V 

process :!S which emerged from the project under study contrflmte to a more 
in-depth un' .rstanding of educational change. In order to further delineate 
current theory on the change process, further research m -taplementation in 
vari-^us settings is suggested, as is quantitative and qualitative analysis to . 
test the implementation model developed as a result of this study. 

School administratots, teachers, and program jlanners could benefit froa 
knowledge of change and include a discussion of educational change and 
implementation as part of teachers' training. Eucouraging school personnel 
to analyze their own organizational structure might also help them avoid 
potential inhibitors to implementation efforts. 
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Figure 2: Model Illustrating the Interaction 
of Organizational Factors Which 
Affect Program Implementation 
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N'^TE: Arrows indicate int. faction, not 
cause or dependency. Arrows may 
indicate each factor as a facili- 
tator or inhibitor depending on 
organizational context 
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